Adopting an entrepreneurial orientation is accepted as strategy through which to improve the performance of small firms. The management of innovation literature indicates that firms seeking to survive in rapidly changing and/or highly competitive markets are being advised to consider participating in business networks. By combining these two concepts it is hypothesised that four different marketing styles may exist; namely conservative/transactional, conservative/network orientated, entrepreneurial/transactional and entrepreneurial/network orientated firms. A survey of small manufacturing firms was undertaken in an attempt to determine whether these four marketing styles exist. The survey revealed that high growth entrepreneurial firms tend to participate in business networks. Membership of a network confers the benefit of increasing the level of organisational learning. Additionally it was concluded that higher levels of competence were found for entrepreneurial/network orientated organisations. The implications of these findings are discussed in relation to Government small firms support policies.
INTRODUCTION
There exists an extensive body of academic literature concerning the factors influencing the performance of Small and Medium-Size Enterprises. These writings can be classified under the four major headings of entrepreneurial personality, organisational development, functional management skills and sectoral economics. In many of the studies on functional management skills, competency in the area of marketing is frequently cited as being a key determinant impacting the success and failure of the small firm. Newly established firms often lack the ability to identify appropriate entrepreneurial market opportunities. Similarly, in the case of businesses that have been established for some years, the ability to entrepreneurially manage the marketing process is often a key determinant between success and failure.
Many of the functional management school of researchers assume that a classic strategic marketing orientation is a valid organisational philosophy. Although this rational decision making approach has received extensive coverage in the management literature, there is only limited evidence to support the view that clear links exist between the acquisition of such competencies and the subsequent growth rate of the firm. Hence Chaston and Mangles (1997) evolved a small firm competence model which was used to empirically demonstrate a relationship between a much broader range of competencies and entrepreneurial marketing capability.
Whilst studies have been in progress on entrepreneurship, a parallel source of research on the management of innovation has identified the important contribution which business networks can make in terms of how these organisational structures can assist the successful development of new products and processes. Von Hippel (1988) used a series of case studies to demonstrate that the prevailing transactionalist theory of new product development had been replaced in complex technological environments by firms co-operating together, exchanging information as a route through which to more effectively manage innovation. Other researchers such as Carter (1989) and Schrader (1992) have confirmed Von Hippel's conclusion that networking is an increasingly important facet of the innovation management process.
Hence it does seem advisable to revisit entrepreneurship theory to determine what relationships exist between the innovative small firm and their participation in business networks. The purpose of this paper, therefore, is to examine whether membership of a business network can contribute to enhancing the performance of the entrepreneurial firm.
NETWORK THEORY AND MARKETING MANAGEMENT
In the context of the role of networks, the two areas of the literature most concerned with this topic are the fields of transaction cost theory and industrial networks. Writers such as Jarillo (1988) feel that networks provide a mechanism through which to enhance value-added processes within industrial supply chains. Where market information is required which is complex, expensive or difficult to code, the firm will select collaborative arrangements with other organisations as the most cost effective approach for data acquisition (Kaneko and Imai, 1987) .
Supporters of the transaction cost theory have extended their studies to encompass the idea that networks exist because this is the only affordable way that some organisations can gain access to resources or new, more complex, technologies (Ebers, 1994) . Grabher (1993) has argued that the interdependency over shared resources lowers transaction costs, thereby permitting network members to more rapidly respond to problems or adapt to changing market conditions. It is necessary, however, to acknowledge that not all writers accept the logical, rational management behaviour theories which underlie claims concerned with transaction cost theory and networks. Granovetter (1985) , for example, argues that networks are essentially social structures in which the actors are primarily engaged in the attainment of non-economic goals.
Industrial network theory initially emerged because the Swedish business schools, in studying the behaviour of Nordic firms, found that some of the classic Porterian theories of business competition did not always seem to apply. A co-operative orientation was identified amongst firms involved in industrial marketing and/or the internationalisation of product distribution systems. They described these co-operative structures as "industrial networks". Subsequently expanded across Europe under the auspices of the IMP group, researchers from various countries have focused upon understanding the nature of the interactions that occur between firms in industrial markets (e.g. Hakannson, 1982; Turnbull & Valla, 1986) . More recently, IMP researchers have focused on defining models of industrial networks which specify the interplay between actors, actor bonds, activity links and resource ties (Hakansson and Snehota, 1995) .
NETWORKS AND LEARNING
The majority of the writings on networks tend to centre upon the issues of structure and the management of relationships. Ford (1990) , for example, in describing the global dimensions of networks focused on the issue of interdependence, trust, commitment and the influence of time on the formation of actor bonds. As with most emerging theories of management, the proponents of concept, having observed the common occurrence of a specific type of industrial behaviour, quite reasonably conclude that it must confer some form of strategic advantage. In the case of network theory, a very usual conclusion is that membership of a business network will offer participants the opportunity to add greater value to their products and or services. One way this can be achieved is through the reduction of costs. Kalawani and Narayandas (1995) concluded that suppliers entering into long-term relationships could make inventory savings and lower costs in areas such as administration, selling and/or distribution management.
Many studies of business networks conclude that a primary benefit obtained from membership of a network is the sharing of knowledge that can enhance the learning processes within participant firms. Nelson and Winter (1982) argue that partner learning is a key element in the success of networks. Womack et al (1990) consider that knowledge transfer, especially in terms of transferring expertise to overseas partners, is a critical element within Japanese industrial networks. DeBresson and Amesse (1991) ascribe one of the key factors leading to the emergence of a network approach to innovation is the realisation by firms that internationalisation of technology is critically dependent upon finding structures that can support the transfer of information across borders. Ford et al (1997) have proposed that the optimal performance within networked supplier chains and distribution systems can be attributed to participants exchanging knowledge and learning from each other. DeGeus (1988) has suggested that in situations where products and processes can be rapidly copied, the only real of source of competitive advantage is to stimulate learning by employees. Similar views have been expressed by Slater and Narver (1995) , who define competitive advantage in terms of the skills learned by employees which are difficult to imitate and thereby permit the organisation to offer superior value by building closer relationships with customers. Woodruff (1997) has presented the concept of learning about the market place as an activity central to offering greater customer-based value. Bell (1993) proposed that the information and knowledge acquired by employees is now more important than the more traditional orientation of assuming the technology contained within the firm's fixed capital assets can provide the basis for delivering products superior to competition.
In proposing employee initiated strategic responses to changing market conditions, most authors have drawn upon the increasingly popular area of academic theory known as "organisational learning". The literature on this topic has grown very rapidly over the last five years, attracting interest from the academic perspectives of psychology/organisational development, management science, strategic management, production management, sociology and cultural anthropology (Easterby-Smith, 1997). Organisational learning is now widely accepted as conferring strategic advantage. As yet, however, only limited empirical evidence is available concerning the relationships that may exist between organisational learning and the management of the marketing processes (Morgan et al, 1998) . In those cases where writers have linked organisational learning and marketing, they have focused upon the information required to gain a complete understanding customer needs and benefits which can be gained from higher-order learning (e.g. Jaworski and Kohli, 1996; Slater and Narver, 1995) .
SMALL BUSINESS NETWORKS
Early research on the role of networks in the Small and Medium-Size Enterprise (SME) sector focused on the social and institutional contexts into which owner/managers of small firms are embedded (e.g. Aldrich and Zimmer, 1986; Birley, 1985) .. Application of social network theory revealed that small businesses use their personal contact networks to assist in activities such as the creation of new ventures (Curran et al, 1993; Curran and Blackburn, 1994) . These networks permit acquisition of information and/or access to incremental resources that cannot be funded from internal business operations. In her study of small advertising agencies, Shaw (1998) for example, found that the information contained within social networks assisted the marketing effectiveness of the agencies studied by contributing to the widening of their customer base and the development of greater awareness of client needs.
Some authors perceive small firm networks as heterogeneous entities in which owner/managers use different contacts to gain access to a variety of information sources (e.g. Johanisson et al, 1994) . Sverrisson (1994) on the other hand, has used the actor-network approach to examine both the social and technology sharing aspects of small business networks.
Another dimension of the SME sector network writings is concerned with the demise of mass production as a viable strategy in a post-Fordist industrial age (e.g. Piore and Sabel, 1984) and the replacement of large corporations with clusters of geographically concentrated smaller firms co-operating together in a single industrial district. A frequently quoted example to validate the benefits of this alternative organisational form is the Emilia-Romagna district in Northern Italy (Capecchi, 1989) . Subsequently the Danish Technological Institute formalised the cluster model to evolve frameworks to stimulate the creation of business networks as an economic regeneration mechanism in economies elsewhere in the world such as Australia, Canada, Denmark, New Zealand, Norway and the UK (Chaston, 1996) .
RESEARCH: MODEL, AIMS AND METHODOLOGY
In the context of small business marketing, a critical strategic issue is whether the firm has adopted a conservative orientation involving the provision of standard goods at a competitive price or has opted to be entrepreneurial and make available highly innovative products and/or services (Covin and Slevin, 1998) . On the basis of Von Hippel's (1988) research on innovation and networks, it seems reasonable to propose that in the small firms sector, another benefit is that firms participating in networks may be able to manage innovation more effectively than firms who are non-network orientated. By combining the influence these two dimensions, one might hypothesise that there are 4 possible marketing styles; namely:
(1) Conservative/transactional firms who produce standard goods and do not wish, or are unable, to form close collaborative partnerships with other firms within their market system.
(2) Conservative/network orientated firms who produce standard goods that are marketed by forming close collaborative partnerships with other firms within their market system.
(3) Entrepreneurial/transactional firms who produce innovative goods and do not wish, or are unable, to form close collaborative partnerships with other firms within their market system.
(4) Entrepreneurial/network orientated firms who produce innovative goods that are marketed by forming close collaborative partnerships with other firms within their market system.
To generate empirical evidence about the proposed marketing styles and their influence on small firm management practices, the following research aims were specified
(1) To determine whether small firms do exhibit the proposed, 4 alternative marketing styles.
(2) To examine the possible relationship between performance and marketing style.
(3) To assess whether differences exist in the organisational learning behaviour between the four marketing styles.
(4) To determine whether marketing style has any measurable impact on areas of organisational competence. Covin and Slevin (1988) , in their research on the relationship between entrepreneurial behaviour and organisational structure, evolved and validated a tool which uses six statements of managerial process to measure the degree to which firms exhibit an entrepreneurial or a conservative management style. Earlier research in Europe using this scale (Chaston and Mangles, 1997) revealed respondent comprehension problems with the Covin/Slevin item concerning "degree of resemblance to style of top decision-making". Hence for this research, this item was removed from the scale and an overall measurement of entrepreneurial behaviour based on the mean value for responses to the other five statements within the Covin/Slevin scale.
Identification of a scale to assess approaches to organisational learning proved to be somewhat problematical due to fact that many of the scales mentioned in the literature have not been validated as empirical research tools. An exception was found in the case of a scale developed by Badger et al (1998) . This scale was evolved from a detailed review of the literature followed by extensive testing in both the large and small firm sectors.
Respondents are asked to comment (using a five point scale ranging from "Never like this" through to "Always like this") on nine statements concerned with various aspects of the current learning environment within their organisations. The originators of the scale suggest that organisational learning should be perceived as a continuum. At one end reliance is based upon building upon existing knowledge (i.e. "closed loop learning") and at the other, exploiting new sources of knowledge as the basis for becoming ever more versatile, flexible and adaptive (i.e."double loop learning".) In relation to the overall mean for the nine statements, the nearer the respondent firm rates the statements as "in our company it is always like this", then the greater is the probability that the firm is exhibiting what Glyn (1996) has described as a "higher-order" level of organisational learning.
A review of the literature failed to locate an appropriate, validated scale for empirically testing the degree to which a firm might be involved in networking. In recognition of this situation, a series of one-to-one and group meetings were held with the network brokers from Business Links around the UK who are responsible for facilitating the creation of small firm networks based upon the Danish Technological Institute model (Chaston, 1996) . Participation in small business networks is heavily concerned with the creation and sustaining of long-term relationships. Hence respondents were shown materials by authors such as Gummesson (1987) , Gronroos (1994) and Coviello et al (1996) which compare and contrast the managerial practices associated with relationship versus transactional marketing.
These materials were used to stimulate debate about the role of effective relationship management in the creation and ongoing operation of business networks. By applying content analysis to the discussion materials, there emerged 6 descriptive statements which were frequently mentioned by the participants in terms of relationship management characteristics which they felt are exhibited by members of small firm networks. These statements were used to develop a scale for distinguishing between independent, non-network, orientated firms versus those firms who perceive themselves as co-operating with others in a business network. The scale is based upon requesting respondents to comment on applicability to their organisation, using a seven point scale ranging from "Very strongly disagree" to "Very strongly agree", of each of the following six statements:
(1) Revenue is primarily generated from repeat sales from customers who themselves have formed a close working relationship with each other and/or with their suppliers.
(2) In-depth understanding of customers and/or suppliers is achieved through close involvement with a group of firms.
(3) New and improved products are developed by forming close, information exchange partnerships with a group of firms, customers and/or suppliers.
(4) The firm's quality standards are developed on the basis of close interaction between a group of firms, customers and/or suppliers.
(5) Staff are strongly committed to meeting the needs of others within the group of firms, customers and/or suppliers with whom the organisation has a close working relationship.
(6) In seeking solutions to identified problems staff at all levels within the firm interact with the group of firms, customers and or suppliers with whom the organisation has a close working relationship. Chaston and Mangles (1997) have already developed a model of competence that has been empirically tested to determine application in the context of examining relationships between marketing style and organisational capability (Chaston, 1998) . These management competencies are summarised in Exhibit Three. Respondents are asked in relation to each activity, on a 7-point scale ranging from "Very strongly agree" to "Very strongly disagree", whether this was area of management practice where they perceive their organisation has achieved a high level of competence.
Following pilot testing, the survey was mailed to the managing directors of 750 small UK manufacturing firms selected at random from the 3400 -3600 SIC code section of a Dun and Bradstreet data base. For inclusion in the sample, firms were required to: (a) have between 10 -50 employees and (b) be autonomous trading entities, that is not branch plants of national or multi-national organisations.
Sales performance over the last 3 years was measured on a seven-point scale, ranging from sales declined by 'more than ten percent', through 'no change' to 'sales increased by more than thirty percent'.
RESULTS
Initial usable responses were received from 93 firms representing a response rate of 12.4%. A second, follow-up mailing to non-responders generated responses from a further 75 firms, yielding a final overall response rate of 21.4% (i.e. a total of 168 firms. All of these (useable) returned survey forms were used to calculate inter-item reliability for both the entrepreneurship and the network participation scales. The respective reliability scores of 0.83 and 0.74 exceeded the minimum reliability standard of 0.70 recommended by Ven de Ven and Ferry (1980) . Further scale validation was achieved by using the procedure recommended by Allen and Yen (1979) which involves factor analysis of the scale items in order to assess dimensionality or "factorial validity". In the case of the entrepreneurship scale, all items loaded at a value of greater than 0.4.. For the network orientation scale, one item loaded at a value of less than 0.4 and was dropped from the scale. Covin and Slevin (1988) have proposed that as most measurements of management style are in fact a continuum, that one approach for classifying groups is to select the overall mean for all scale attributes as the dividing point. Hence to determine possible classification points for alternative marketing style, a mean cluster analysis was undertaken. As shown in Exhibit One, this generated four clusters.
To determine whether marketing style influences overall performance, an ANOVA test was used to compare mean sales performance of respondent firms over the last three years against the four alternative marketing styles. This generated an F value of 2.981 which was significant at p<0.05. The highest mean growth value for sales performance was 4.483 for entrepreneurial/network-orientated firms. This mean value was statistically significant at p<0.05 in relation to the other three marketing styles.
EXHIBIT ONE: CLUSTER ANALYSIS RESULTS

Marketing Style
Entrepreneurial Mean
Number of Firms To determine whether significant differences existed for the overall mean value for learning style for the four different types of firm, an ANOVA test was undertaken (Exhibit Two). It can seen that for network versus non-network orientated firms, network orientated firms reported statistically higher mean scores for learning style than their non-network orientated counterparts. To determine the degree to which respondents consider their firm has achieved a high level of management competence, an ANOVA comparing each area of management practice for the four types of firm was undertaken.
EXHIBIT TWO: ANOVA ANALYSIS OF MARKETING STYLE AND LEARNING STYLE
The results are summarised in Exhibit Three. It can be seen that for the majority of the areas of management competence, few statistically significant differences are apparent between conservative/transactional, conservative /networked and entrepreneurial/transactional firms. In the case of entrepreneurial/networked firms, however, in respect of seventeen areas of competence, mean scores were significantly higher than for at least one other type of firm, and furthermore, for eight competencies, higher than the mean values reported for entrepreneurial/transactional firms. 
EXHIBIT THREE: ANOVA OF MARKETING STYLE IN RELATION TO COMPETENCE
CONCLUSIONS AND IMPLICATIONS
The analysis of sales performance over the last three years reveal that the entrepreneurial/network orientated firms outperformed all other types of firm. This permits the conclusion to be reached that this marketing style tends to support a much higher sales growth rate than any of the other three marketing styles. The apparent performance benefit conferred on entrepreneurial/networked firms does suggest that researchers examining factors influencing the performance of entrepreneurial firms do need to take into account whether these organisations have adopted a transactional orientation or have formed close collaborative partnerships with others with their marketing system From Exhibit Two it can be seen that network orientated firms tend to exhibit a higher order (or double-loop) learning style when compared to their non-networking counterparts. Higher-order learning confers the advantage of enhancing the ability of firms to be more flexible, proactive and faster in their response to changing market conditions. Hence an important conclusion which can be drawn from these data is that one reason why entrepreneurial/network orientated firms outperform their nonnetworked entrepreneurial counterparts is that collaboration with other organisations has a positive impact on organisational learning ability. Additionally it should be noted that this advantage also applies to non-entrepreneurial firms who are conservative producers of standard goods.
It is apparent from the data in Exhibit Three that in the case of seventeen aspects of management practice, entrepreneurial/networked firms, when compared with the other types of firm, report significantly higher levels of competence. Through the use of participant observation and in-depth interviews, Shaw (1998) has already acquired qualitative evidence that participation in business networks, by expanding customer contacts and increasing understanding of customer needs, will have a positive impact on marketing effectiveness within small, entrepreneurial advertising agencies. The management implications of the data in Exhibit Three are that Shaw's conclusions can now be extended to firms beyond a service sector environment. Additionally the results of this study would suggest that participation in a business network will also assist entrepreneurial firms improve their marketing competencies across activities such as positioning, offering superior products, new product development and certain aspects of HRM practices. Shaw (1998) has already proposed that UK small firms support policy should consider how the provision of training and encouragement of the development of networking competencies could contribute towards improving marketing effectiveness within entrepreneurial firms. This view is clearly echoed in the UK Government's White Paper on the competitiveness of British industry (D.T.I., 1988) which seeks to promote both organisational learning and exploiting the concept of business networking to improve small firm performance. A perceived benefit of the results reported in this paper is that they provide added empirical support for existing qualitative evidence that through networking, all small firms can become higher-order learners; thereby being more effectively equipped to respond to changing market conditions. Additionally for the entrepreneurial firm, participation in a business network also has the potential to contribute towards improving competencies across key aspects of the organisation's operations.
